The 
Introduction
The general objective of this work is to contribute to the general body of knowledge and research work in the area of managing IT projects successfully. To achieve the general objective, the research is aimed at exploring the reasons why most IT projects fail from past literature, and come out with the most prevalent causes of failure, and then develop a framework to help manage IT projects successfully.
The Oxford English Dictionary defines "project" as "An individual or collaborative enterprise that is carefully planned and designed to achieve a particular aim: [e.g.] a research project/a nationwide project to encourage business development"
(http://pjp-eu.coe.int/documents/1017981/1667915/2_project.pdf/f317e5f0-dbc5-4fc7-bd94-79d22a21683d). This is what the project management institute (PMI) defines a project: a temporary group activity designed to produce a unique product, service or result. It continued to explain that a project is temporary in that it has a defined beginning and end in time, and therefore defined scope and resources, and a project is unique in that it is not a routine operation, but a specific set of operations designed to accomplish a singular goal. Explaining further, PMI mentioned a few items that constitute a project, and they are development of a software for an improved business process, the construction of a building or bridge, the relief effort after a natural disaster and the expansion of sales into a new geographic market. It further established that all projects must be expertly managed to deliver the on-time, on-budget results, learning and integration that organizations need" (http://www.pmi.org/About-Us/About-Us-What-isProject-Management.aspx).
In PRINCE2, a project is defined as "a temporary organization that is created for the purpose of delivering one or more business products according to an agreed Business DOI: 10.21522/TIJMG.2015.03.02.Art028 ISSN: 2520-310X
Case."(http://www.cupe.co.uk/prince2-definition-of-a-project.html). These definitions are generic, and do not point to specifics. IT Project Management differs slightly with traditional project management by the inclusion of systems analysis and design concepts/methodologies (System development life cycle-SDLC, etc) and management information systems principles( people concept in information systems) to reach higher levels of success of IT projects. One of the first findings about IT Project Success was the CHAOS study which was published in 1995 by the Standish Group. They reported that 31 % of IT projects were cancelled before completion, and 53 % of them were completed over budget / schedule which were also referred to as challenged projects; they did not meet all of the project requirements. Only 16 % of IT projects were successful (Standish Group, 1995) .
In more specific terms, an IT project can be defined generally from different schools of thought. Three of them that feature prominently are as follows:
1. A project with at least one IS (information systems) or IT (Information technology) component amongst its outputs. 2. A project undertaken within the IS/IT functional unit. 3. Any project in which all outputs take the form of IS/IT artifacts. (http://philica.com/display_observation.php?observation_id=36) For the purposes of this research, we will go with definition item 3. Definition item three makes a lot of sense as the output or the deliverable must be substantially an IT or IS artifact. An artifact is one of many kinds of tangible by-product produced during the development of software. Some artifacts (e.g., use cases, class diagrams, and other UML models, requirements and design documents) help describe the function, architecture, and design of software IT project management in institutions/industries is inevitable. Regardless of the fact that it still remains a paradox (Whilst some researchers have come out with positive relationships (Bharadwaj et al, 1999) , others have found negative effects (Alpar & Kim (1990) (cited in Peslak R., 2003, pg 79) as to the positive effects or otherwise of IT investments in industry, it is not enough grounds for curtailment of IT investments. As it has been established already, industry heavily rely on IT systems and infrastructure for its services to customers. So far the discussion has focussed on value creation by IT investments, but this work focusses on the process aspect of the IT investments, that is project management. Research has also shown that most IT projects fail, and can be due to a number of reasons (Schmidt, Lyytinen, Keil & Cule, 2001 ). This development makes it more worrying since it involves huge sums of capital. A lot of reasons have been put forward by researchers in this particular subject matter, and basically they all point to correspondence failure, process failure, interaction failure, and expectation failure (Lyytinen & Hirschheim, 1987; Yeo, 2002; Goulielmos, 2003) . Other research findings also point to governance issues as one of the main causes of project failure, as was revealed by the office of Government commerce of the UK Government together with the National Audit, in which they issued a guideline in 2007 which list out eight causes of project failures, of which six were attributed to governance issues (Aon, 2011). This work in tends to look into literature and enumerate the most prevalent causes of project failure and then propose a framework to help in delivering IT projects successfully. The framework will focus on the placement of these failure causes in the system development life cycle (SDLC) side by side the Project Management Life Cycle (PMLC). The assumption this work is dependent on is that once the prevalent causes of failure are known, then conversely, we can propose what should be done to deliver IT projects successfully.
Attributes of a project
Generally, the attributes of a project are:
 A project must be driven by a specific goal (objectives, deliverable/outputs, outcome)  A project must have a start and finish dates When is an IT project said to be successful?
A project is said to be successful when:  deliverables are according to specification  deliver on budget  deliver on time This is the traditional viewpoint, but apart from that, there are a number of thoughts concerning what is termed a successful project, and for that matter an IT project. The PMO (Project Management Office) executive council, 2009 did some work on "project managing to business outcomes", and they came out with some findings which are listed below:
1. On-time and on-budget project performance is necessary but not sufficient for attaining business outcomes. 2. Only a select number of project management activities drive business outcome attainment. 3. Project manager effectiveness is the number-one driver of business outcome attainment. 4. Re-center project planning around business outcomes to estimate and track benefits. 5. Over-manage stakeholder involvement at Concept Definition.
In conclusion, the council concluded that their project database reveals a disturbing reality: even among those projects that are delivered on time and on budget, the majority fails to deliver expected business outcomes . This clearly shows that delivering IT projects on time and on budget does not guarantee successful projects. The key issue with IT projects is deliverables meeting specifications, and for that matter meeting expected business outcomes. This explains the key difference between IT projects and other projects. With IT projects, one of the keys things to watch out for is Requirement discovery, gathering, and analysis. This to a large extent help the project manager to deliver outputs that are in line with business outcomes.
Schmidt, Lyytinen, Keil and Cule (2001), a group of researchers, led one of the comprehensive studies that were deployed to study the root causes for IT project failure on experienced project managers in three different settings: Hong Kong, Finland, and the United States. The three panels of experts acknowledged initially a list of 53 IT project risk factors. The list was condensed to a set of 17 through ranking and paring down processes, and second on the list was "misunderstanding the user requirements". Again, in their research work on organizations in Ghana on the topic "why IT projects fail", Koi-Akrofi G, KoiAkrofi J, and Quarshie (2013) established the same fact that most IT projects in Ghana do not meet user needs among other facts. For the purposes of this research, an IT project is successful primarily when deliverables are according to specifications, and meet user needs.
In addition to the normal problems that can cause a project to fail, factors that can negatively affect the success of an IT project include advances in technology during the project's execution, infrastructure changes that impact security and data management and unknown dependent relationships among hardware, software, network infrastructure and data. IT projects may also succumb to the first-time, firstuse penalty which represents the total risk an organization assumes when implementing a new technology for the first time. Because the technology hasn't been implemented or used before in the organization, 
Materials and methods
A comprehensive literature review is conducted on causes of IT project failures to list the most prevalent causes. The focus is on IT projects from all sectors of industry. Projects that are not IT based in accordance with the definition this work subscribes to are eliminated from the list. After listing the most prevalent causes of IT project failures, a framework is developed from it to help in delivering IT projects successfully. This work only deals with secondary data, primarily from articles and newsletters of IT based institutions. About 32 categories/sets of research outputs are used for this work. No primary data is employed for this work. Requirement gathering is key for IT projects because it forms the basis for a good design and subsequently, a successful outcome of the project, to meet the satisfaction of users. Incomplete requirements will definitely result in something that users will not be happy about. Software developers as an example always stand the risk of not being told everything. This is so because users tend to think that anything left out could easily be included later. On the other hand the software developer may not understand fully the business situation and requirements. This is the more reason why for a successful IT project, there must be within the team a liaison between the technical lead and the business to ensure all requirements are gathered for a good design.
Results and discussions
Objectives are the specific deliverables, items, results, or outcomes the project team would like to achieve at the end of the day. This must be stated clearly without any ambiguity. If the objectives are not clear, or if they are poorly stated, it confuses the team as to what to actually deliver. This allows for introduction of personal ideas into the delivery of the project to the detriment of users and the business at the end of the day.
Resource estimates when not done well will either cause for a demand in resources, which will ultimately cause an increase in cost, or will serve as a waste, that is if overestimated. Past information can be relied upon to do good estimates. Poor resource estimates again, can cause temporary halt in the project since the resources may not be adequate to complete the project at the scheduled time. Poor resources estimates can also affect quality of the outcome of the project, as the project team may be DOI: 10.21522/TIJMG.2015.03.02.Art028 ISSN: 2520-310X forced to make do with what they have, especially when new provisions are not made. We realize that poor estimates can affect all the three criteria for IT project success: within time and budget, and deliverables according to specifications.
Frequent changing of scope is a very serious phenomenon in the project environment. It can cause an increase in cost, delay the project, and also affect the quality of the outcome of the project. Too much scope changing can also cause the team to lose focus of the objectives of the project. In as much as possible, this must be controlled to ensure a smooth running of the project. This also means that the team should know what they are about right from the beginning. They should not be confused about the scope of the project right from the conception of the project.
 Lack of skills of project manager/team members
The project manager and the project team as a whole must in the first place be knowledgeable about managing a project from the beginning to the end. The Project management Institute talks about knowledge in the 10 knowledge areas: cost management, time management, integration management, stakeholder management, procurement management, risk management, human resource management, quality management, communications management, and scope management. These knowledge areas are key for a successful delivery of a project. Lack in these knowledge areas for especially the project manager may pose problems in the total delivery of the project. The project manager must also be very familiar with the project management life cycle: project initiation, project planning, project execution, project monitoring and evaluation, and project closure. Again, the project manager must be very familiar with the project life cycle. Other forms of skills are also needed in the project environment. Understanding the project environment is another skill that can be very advantageous to the project manager. The project environment in a large extent affects the project, and is also affected by the project. The project environment consists of the cultural and social environment, the international and political environment, and the physical environment. General management knowledge is also key since project management is an aspect of management. General management knowledge will help the project manager understand the project management process groups better. The project manager should also be familiar with application knowledge areas, standards, and regulations. Knowledge in a specific application knowledge area like engineering is not a requirement to become a project manager, but can be very helpful, especially in the execution and monitoring and controlling stages of the process. Finally, the interpersonal relationship of the project manager is key. Some of them are as follows:
 Effective Communication: The exchange of information  Influencing the organization: The ability to "get things done"  Leadership: Developing a vision and strategy, and motivating people to achieve that vision and strategy  Motivation: Energizing people to achieve high levels of performance and to overcome barriers to change.  Negotiation and conflict management: Conferring with others to come to terms with them or to reach an agreement  Problem solving: The combination of problem definition, alternatives identification and analysis, and decision making.
 Lack of top management involvement
Lack of top management involvement in the project is similar to a vote of no confidence in the project. This may pose a major risk to the project. This kind of behavior may stem from equally important issues management may be dealing with at that moment in time. If management is involved in a number of issues that border on the survival of the organization, attention of management shifts to those things and all other issues become secondary. Another reason could be that the project does not match with the goals of the organization at that time in question. It could have been smuggled in by some powerful/influential people in the organization, but is sure to suffer rejection once it is clear that it does not match organizational goals. The reason for lack of top management involvement could also be as a result of organizational politics. Regardless of the reason, it is not a good phenomenon, as it is a major cause of project failure.
 Poor project planning
Poor planning is a recipe for failure. Project managers execute plans and nothing else. With poor planning, project managers get it wrong at the end of the day. Detailed plans such as Task Plans, Resource Plans, Risk Management Plans, Quality Control Plans, Communications Plans, Issues Management Plan, Change Control Plan, Test Plan, Deployment Plan, etc. are essential for the effective delivery of projects. Poor planning is as a result of poor estimates, incomplete analysis of issues, and decisions not well thought through. Various scenarios must be considered before coming out with good plans. Even though plans can be altered in the course of the delivery of the projects, it is something that should not be encouraged. This means that it is imperative on the part of the project team to do a good job right from the beginning to ensure that they are focused with minimal deviations from the plan.
 People factor/user involvement
For IT/IS projects, user involvement is crucial especially at the requirement gathering and analysis stage of the project. Users must be involved from day one to appreciate what is being done for them. They must have a say in the output of the project since they are going to use it in the end. Failure to do that will result in the project in most cases being a "white elephant"; that is to say, they will not patronize it. The reason is simple: they see the outcome of the project as something being imposed on them rather than something they contributed to build. The users know their own problems, and for that matter what the new system should do for them. Rubbishing their input will spell disaster at the end of the day. The end project will not serve their purpose, and they will definitely not patronize it.
 Lack of proper methodology/process
Project management thrives on good methodology or process. Any serious organization will have a project management office to start with, and then a major methodology it follows for delivering its projects. The PMI's methodology of knowledge areas and process groups or the process based methodology of Prince2 as examples can be followed to deliver projects. Aside these major methodologies, there must be in place a governance team to ensure that the components or elements of these methodologies are followed judiciously. In the absence of these, the organization is just at the Initial or Repeatable levels of the capability maturity model. At these two levels, success is largely dependent on individual efforts and expertise as well as the scanty processes in place. The organization must be able to develop its own processes taking into consideration standardization.
 Poor communication
In this era of increased forms of communication; e-mail, telephone, real-time online like skype, what Sapp, etc., there should not be any barrier to communication. The issue here is not the technology, but the "how" it is done. To have all these forms of technology available and still not communicate effectively is a problem. Project team members must always be updated on the progress of the project to enable them keep track of time, etc. Key stakeholders must be updated on the progress of the project to know where they have to intervene and where they don't have to. Information on the progress of the project and any other information must be well managed to ensure that the project team keeps focus. People who should not be copied in mails should be left out to avoid unnecessary interference from them. Communication issues are very crucial, and if not managed well can throw the whole process of the project deliver into confusion. People who are not mandated to speak on the project should not speak to avoid confusions on completion time, cost of project, etc. DOI: 10.21522/TIJMG.2015.03.02.Art028 ISSN: 2520-310X
 Unrealistic timescales/deadlines
Unrealistic timescales/deadlines can result in the project team doing a shoddy job and presenting a low quality product or output at the end of the day. No matter the pressure from management about the project, the team must always come out with realistic timelines since they are the very people who will be blamed if something should go wrong.
 Incorrect cost estimates
Project costing is one of the criteria for project success or failure. Incorrect cost estimates can cause the project manager and the whole project team going back and forth in asking for increased quotations in the budget. This is not to be encouraged at all especially in a situation where budget is tight. The project in question can be halted for this reason, and that will be the end of that project.
 Outcomes not meeting business needs/objectives and user satisfaction
If the outcome of a project does not meet business needs/objectives and user satisfaction, the deployed project becomes as good as nothing. It may represent a wasted investment, and this simply means that the project failed big time.
 Technology changes/Technology new to organization
Technology changes can also cause projects to fail for the following reasons:
 The outcome of the project may be obsolete at the time of deployment  There may be a lot of revisions in plans which can also affect cost considerably  Procured items may go waste as the team would have to procure a new set of items. Again it borders on cost  People or staff may have to be trained all over again because of the new technology. Again cost rears its head here.  Change management processes may have to be initiated to ensure the whole organization is in synchronism with the new technology In summary, Technology Changes/Technology new to organization demand an increase in cost, and this can force a project to be halted if the organization is not in good standing in terms of finances. 
MAIN ACTIVITIES
WHAT the system must do; BUSINESS NEEDS AND REQUIREMENTS HOW the system must be built to meet the requirements for solving the problem or opportunity identified; various PLANS
The system is built according to the requirements and design.
The system is tested to ensure that it meets the defined requirements for solving the problem. It is then deployed(made available to the target users). Training, etc. are also done at this stage.
Main causes of failure at each stage
This stage is normally not counted, as the project team has since been dissolved and project handed over to users From figure 2, we realize that the topmost cause of IT project failure according to this research work, designated "1" in this write-up, which is "Poor requirements, objectives, resource estimates, and frequent changing of scope", is prevalent at the Initiating stage of the PMLC for the Poor requirements, objectives, and resource estimates, and at the Executing, Monitoring and Controlling stages for the frequent changing of scope. This means that an IT project's high probability of failing is heavily dependent on the Initiating stage of the project life cycle due to poor requirements, objectives, and resource estimates, and also at the executing, monitoring and controlling stages, if frequency in scope changing is not controlled.
Again from figure 2, it is also clear that the Initiating stage has the greatest number of failure causes; eight out of eleven. This goes to strengthen the position that if the Initiating stage is not gotten right for IT projects, failure is inevitable. The planning stage too has seven out of the eleven causes of IT project failure identified in this research work. This means that the planning stage is second to the Initiating stage when it comes to IT project failure. Good project plans, etc. even though do not guarantee automatic success, are a recipe for success. The executing, monitoring and controlling has six causes, and the Closing stage has five causes. There is therefore a decreasing trend of number of causes of IT project failure from Initiating to Planning, to Executing, Monitoring and Controlling, and then to Closing.
It is also identified in the figure that four causes of IT project failure designated by numbers as "2, 3, 6, 7", and corresponding to the causes; Lack of skills of project manager/team members, Lack of top management involvement, Lack of proper methodology/processes, and Poor Communication, respectively, are found in all the stages of the PMLC. This makes them critical causes that must be watched. In other words for an IT project to succeed, the following are critical: Figure 3 simply tells us that for an IT project to be very successful, the Initiating stage of the project should be taken as most critical to the whole process. Once that stage is gotten wrong, the whole project is bound to fail. Again, once that stage is gotten right, there is a high probability that things will be done right for the other stages, since the planning stage is dependent on the initiating stage as well as the executing, monitoring and controlling stages are also dependent on the planning stage. The closing stage is less critical in the sense that whether the project is successful or not, the project must be closed; a project has a definite start time and end time.
For the critical IT project success factors, this research work argues that the project manager/team members must have excellent skills which largely include knowledge in project management as a DOI: 10.21522/TIJMG.2015.03.02.Art028 ISSN: 2520-310X discipline, and not just that, but also specific methodologies( for example PMP, Prince2, etc.) that are used to deliver projects. Previous experience with delivering projects is also an added advantage. They must have broad knowledge in management, finance, supply chain, procurement, contract law, etc. to effectively manage the project. They must also have good interpersonal skills.
Positive Top management involvement will ensure support in all aspects of the project for it to be successfully delivered. This is very critical since the project can suffer a setback anytime which top management may be needed to step in to bring it on track. There are some decisions on a project that top managers can only take regardless of the powers of the project manager. Every serious organization must have standard methodology/processes in place for delivering projects. Without them, things are done anyhow, and in most cases the projects do suffer. A well-structured governance team must be in place to ensure these processes/methodology are followed to ensure unison and standardization. The governance team is also responsible for developing various templates for the agreed processes, etc. This ensure sanity in the project management environment, and also for easy identification of flaws in the existing processes for improvement in the future.
Good Communication will keep all stakeholders updated in sync with whatever is happening as far as the projects are concerned. Bad communication leaves gaps in projects and this can cause a project to fail so easily. Effective communication can be achieved using e-mail, phone, social media, etc.
Conclusion
IT project management is quite different from the general project management because of the behavior of IT systems and the users of IT systems. It is not straightforward as to even the usage of a software or an IT system when it is constructed. It would have to take a lot of training and sensitization for people to want to use it. Again if the new system does not do what was intended for it to do, which necessitated its construction, users simply would abandon it. This makes IT projects very critical. The success of IT projects can be based on a number of issues, but from the analysis done so far in this research work, success of IT projects has two dimensions:
1. The process dimension: Where causes of IT projects were placed in the PMLC to see which process group is most critical and for that matter must be looked at very closely for IT project success, and in that order. 2. The success factors dimension: Where causes of IT projects which run through all the process groups of the PMLC were identified and the converse used for the analysis. At the end of the day, the author developed the IT projects success criteria framework (ITP-SCF) to aid in the analysis. This framework can be used by practitioners as a guide when delivering IT projects to ensure success at the end of the day.
